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INTRODUCTION TO MANAGEMENT IN GENERAL PRACTICE 
General Practice is the gateway to the National Health Service. It is responsible for the 
provision of a comprehensive range of health promotion services and preventative and 
reactive primary health care. When it operates smoothly there is no better example of 
multidisciplinary team-work. But patient expectations are rising all the time and the 
pressure on doctors to become more patient or consumer orientated has never been 
greater. General practice is no longer just a vehicle to enable doctors to practice 
medicine. Increasingly practices are becoming community health resources that need 
pro-active management. 
The quality of patient care and service is a major issue for doctors, their patients and the 
Family Health Service Authority (FHSA). The quality depends on the whole practice 
team. Recent changes in the National Health Service have made it imperative that good 
medical care is linked closely to sound management of all the resources of the practice. 
At the same time General Practice is becoming more competitive. GPs now have a 
monetary incentive to increase the size of their patient list. Patients are being 
encouraged to "shop around" when they move to a new area. They are being encouraged 
to expect more from their doctor and, if the level of service is not forthcoming, to 
complain or change doctors. FHSAs not only undertake medical audits, they also 
undertake surveys of patient service. Those who cannot deliver the appropriate quality 
of patient care and service will find it increasingly difficult to survive. Those who can will 
find many opportunities for expansion. 
Excellence of patient care and service does not happen by chance, it needs careful 
planning and continuous management. It needs to be properly organised at all levels of 
the practice and requires committed team work. It is not a one-off activity but an on-
going process that heeds continuous monitoring. 
This selection of articles published in the professional medical journals reflects the 
increasing interest in general practice as a small business. In the past GPs have never 
needed to develop their skills in managing their professional and support staff. What is 
more their "style" of management, whilst appropriate to the consulting room, may well be 
inappropriate when it comes to developing and controlling an effective practice team. 
These articles reflect the need of doctors to acquire "basic" management skills across a 
spectrum of disciplines, but particularly in the area of people management. They reflect 
a statement of best management practice applied to the general practice situation. 
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The Business Plan: 
Core Values and Mission Statement 
The 1usiness Plan tells you where you want to go and how you are 
going to get there 
A business plan is essential if a business is to function effectively. It provides direction, 
then helps you monitor and control progress to ensure safe arrival at your chosen 
destination. As practices take on greater responsibility for primary health care or grow 
in size, the need for a business plan is magnified. For a fund holding practice a 
business plan is essential. 
To formulate an effective business plan, you must answer three main questions: 
• Where are you - what is your business good and bad at doing and what 
opportunities and threats does it face? 
• Where would you like to go - what would you like the business to 
progress into? 
• How can you get there - what must you do in order to achieve your 
selected goals? 
Assessing The Practices' Strengths and Weaknesses 
Honestly appraise your practice. Look at it from the patients view point. Use 
questionnaires and surveys to evaluate you and your partners, your staff, the practise 
environment, technology, your administration. Repeatedly ask yourself, "What are we 
good at?" and "What are we bad at?" Elicit the views of your staff to broaden the 
perspective to your assessment. 
The plan aims to build upon the business strengths, whilst addressing the issues 
surrounding areas of weakness. It is often easier to diagnose a weakness than to 
prescribe a remedy. It is the art of management which facilitates that step. 
Mission Statement 
The mission statement is central to the entire planning process. It is a declaration of core 
values, defining the boundaries of the practice and how you want it to develop. This is 
l i k e l y  t o  i n c l u d e  e l e m e n t s  o f  p a t i e n t  c a r e  a n d  s e r v i c e ,  b u t  i t  m a y  a l s o  i n c l u d e  c o m m e r c i a l  
e l e m e n t s  l i k e  g r o w t h  o r  p r o f i t a b i l i t y .  I f  t o o  w i d e  o r  u n r e a l i s t i c ,  t h e  s t a t e m e n t  i s  
r e n d e r e d  m e a n i n g l e s s .  I t  m u s t  b e  n a r r o w  e n o u g h  t o  p r o v i d e  a  f o c u s  f o r  t h e  p r a c t i s e s '  
a c t i v i t i e s ,  y e t  n o t  s o  c h a n n e l l e d  a s  t o  r e s t r i c t  t h e  r e a l i s a t i o n  o f  i t s  p o t e n t i a l .  I t  m u s t  
p o r t r a y  w h a t  y o u  w a n t  
t h e  b u s i n e s s  t o  a c h i e v e ,  n o t  w h a t  y o u  p e r c e i v e  i t  s h o u l d  
a c h i e v e .  H o w e v e r ,  i t  m u s t  a l s o  c o n t a i n  a  v i s i o n  t h a t  w i l l  h e l p  m o t i v a t e  y o u r  s t a f f .  
O n e  p r a c t i c e  d e v e l o p e d  t h e  f o l l o w i n g  m i s s i o n  s t a t e m e n t  
" T o  p r o v i d e  t h e  b e s t  p o s s i b l e  h e a l t h  c a r e  f o r  p a t i e n t s  a t  a l l  t i m e s  b y  
r e s p o n d i n g  t o  t h e i r  n e e d s ,  p r o v i d i n g  a c c e s s i b l e  m e d i c a l  a n d  
a n t i c i p a t o r y  
c a r e  o f  t h e  h i g h e s t  q u a l i t y  a n d  d o i n g  a l l  t h a t  i s  p o s s i b l e  t o  
i m p r o v e  t h e  
s o c i a l  e n v i r o n m e n t  o f  t h e  c o m m u n i t y . "  
N o t i c e  h o w  t h i s  m i s s i o n  s t a t e m e n t  p l a c e s  p a t i e n t  " n e e d "  a t  i t s  c e n t r e .  I f  t h e  p r a c t i c e  
d o e s  n o t  h a v e  a  g r a s p  o f  t h o s e  n e e d s  i t  w i l l  h a v e  t o  f i n d  o u t  w h a t  t h e y  a r e .  N o t i c e  a l s o  
t h e  w o r d s  " a c c e s s i b l e "  -  w h i c h  i m p l i e s  s o m e t h i n g  a b o u t  p a t i e n t  w a i t i n g  t i m e s ,  a n d  
" a n t i c i p a t o r y "  -  w h i c h  i m p l i e s  s o m e t h i n g  a b o u t  a  p r o a c t i v e  a p p r o a c h  t o  h e a l t h  c a r e .  T h e  
v i s i o n  i s  c o n t a i n e d  i n  t h e  w o r d s  " t h e  b e s t  p o s s i b l e "  a n d  " h i g h e s t  q u a l i t y " .  T h e y  
d e s c r i b e  a  s t a n d a r d  t h a t  t h e  p r a c t i c e  w o u l d  l i k e  t o  a c h i e v e .  H a v i n g  d e s c r i b e d  t h a t  
s t a n d a r d ,  t h e  p r a c t i c e  n e e d s  t o  t r a n s l a t e  i t  i n t o  q u a n t i f i a b l e  o b j e c t i v e s  t h a t  c a n  b e  
m e a s u r e d  a n d  e v a l u a t e d .  
O b j e c t i v e s  
O b j e c t i v e s  r e f l e c t  t h e  m i s s i o n  s t a t e m e n t  T h e y  s h o u l d  b u i l d  o n  t h e  p r a c t i c e  s t r e n g t h s  a s  
a  s p r i n g  b o a r d  f o r  p r o g r e s s ,  w h i l s t  h a r b o u r i n g  t h e  w e a k n e s s e s ,  a s  y o u  s e e k  t o  m e e t  t h e  
l o n g e r  t e r m  m i s s i o n .  O b j e c t i v e s  q u a n t i f y  n o t  o n l y  w h a t  y o u  w a n t  t o  a c h i e v e ,  b u t  a l s o  
w h a t  y o u  b e l i e v e  y o u  c a n  a c h i e v e .  A  c o l l e c t i o n  o f  o b j e c t i v e s  c o m b i n e  t o  f o r m  a  
y a r d s t i c k  a g a i n s t  w h i c h  y o u r  p e r f o r m a n c e  c a n  b e  e v a l u a t e d .  T h e y  b o t h  d e f i n e  w h e r e  
y o u r  a r e  g o i n g  a n d  p r o v i d e  a  m e a n s  o f  s i g n a l l i n g  t h e n  y o u  h a v e  a r r i v e d .  
O b j e c t i v e s  m u s t  b e :  
•  q u a n t i f i a b l e  a n d  m e a s u r a b l e  
•  b o u n d e d  i n  t i m e  
•  r e a l i s t i c  a n d  a c h i e v a b l e  
For example, the practice mentioned earlier decided it did not know what its patients 
needed so it decided to set itself the objective of finding out by undertaking a patient 
and community survey in the coming year. The issue of accessibility was addressed by 
specific targets for appointment and waiting times for different types of patient. The 
same practice set itself certain objectives regarding the surgery building itself , which 
the partners regarded as in need of refurbishment. 
Strategy, Tasks, and Actions 
The mission statement facilitates the setting of objectives. Both are "what" statements. 
They define what you want to achieve. The next phase of the business plan is to 
translate them into "how to" statements specifying the tasks in which you need to 
engage in order to achieve your objectives. Tasks underpin the strategy necessary to 
fulfil your objectives. Strategy refers to the course of action that involves coordinating 
the different management functions - marketing, accounting, operations, personnel 
management 
The strategy need not be complicated. It should be possible to simplify it into a series 
of manageable, component tasks which collectively allow you to realise your 
objectives. Goals will only be achieved, however, if the tasks themselves are broken 
down even further into specific details which dictate "what you will be doing Monday 
morning". This level of detail is known as an action plan. 
easiness Needs 
The next phase of the plan is to quantify your business needs with respect to staff, 
equipment and financial resources. Finally, the business plan must be supported by 
detailed financial budgets. These include profit and loss accounts, cash-flow forecasts 
and balance sheets and express the financial implications of the entire planning process. 
Typical Elements of the • rosiness Plan 
• Practice Profile including support services 
• Resources and Systems in the Practice 
• Practice Strengths and Weaknesses 
• Mission Statement and Objectives 
• Practice Needs 
• Practice Budgets 
S u m m a r y  
P l a n n i n g  b e g i n s  b y  e v a l u a t i n g  y o u r  s t r e n g t h s  a n d  w e a k n e s s e s  -  d e c i d i n g  w h e r e  y o u  
a r e .  T h e n  y o u  g o  o n  t o  d e v e l o p  a  m i s s i o n  s t a t e m e n t  -  a  v i s i o n  o f  w h e r e  y o u  w a n t  t o  g o  
a n d  w h a t  y o u  w a n t  t h e  p r a c t i c e  t o  b e c o m e .  
C o m i n g  o u t  o f  t h e  m i s s i o n  s t a t e m e n t  a r e  q u a n t i f i e d  o b j e c t i v e s  w h i c h  a r e  b o u n d e d  i n  
t i m e ,  r e a l i s t i c  a n d  a c h i e v a b l e .  T h e y  t e l l  y o u  i n  d e t a i l  w h e r e  y o u  a r e  g o i n g  a n d  e n a b l e  
y o u  t o  g a u g e  h o w  n e a r  t o  a r r i v a l  y o u  a r e .  B o t h  m i s s i o n  s t a t e m e n t s  a n d  o b j e c t i v e s  a r e  
" w h a t "  s t a t e m e n t s .  
T a s k s  a n d  a c t i o n s  a r e  " h o w  t o "  s t a t e m e n t s .  T h e y  d e s c r i b e  h o w  y o u  a r e  g o i n g  t o  a c h i e v e  
t h e  o b j e c t i v e s  y o u  h a v e  s e t  y o u r s e l f .  T a s k s  c o m e  o u t  o f  t h e  a p p r a i s a l  o f  d i f f e r e n t  
s t r a t e g i e s .  A c t i o n s  c o n v e y  t a s k s  i n  g r e a t e r  d e t a i l .  
Y o u r  b u s i n e s s  p l a n  c o m p r i s e s  a l l  o f  t h e s e  e l e m e n t s . i n  a d d i t i o n  i t  w i l l  c o n t a i n  d e t a i l e d  
p r a c t i c e  n e e d s  a n d  b u d g e t s .  W h e n  c o m p l e t e d ,  i t  w i l l  a c t  a s  a n  i n v a l u a b l e  m a p  s h o w i n g  
y o u  w h e r e  y o u  w a n t  t h e  p r a c t i c e  t o  g o  a n d  c h a r t i n g  h o w  y o u  c a n  g e t  t h e r e .  
Total Quality Management - 
A blinding flash of the obvious 
"Quality, above all, is about care, people passion, eyeball contact, and gut 
reaction." Practicing medicine is about all these things. TQM may appeal to 
General Practice. 
What is it ? 
Quality management is arguably the most successful and talked about approach to managing 
organisations at the present time. It is widely implemented in both manufacturing and service 
industries and, increasingly, in the public sector. TQM - Total Quality Management - is the 
jargon with a serious message. The trouble with jargon is that it gets in the way. One literal 
definition of quality is 'basic nature', another is 'excellence; superiority'. In his book 'In 
Search of Excellence' Tom Peters, the quality 'guru', talks about going back to basics, 
common sense, values, and respect for people, whether they are your colleagues, staff or 
customers. He talks about listening to people before acting and paying attention to detail. If you 
think there is nothing new there he will be the first to agree with you. Other management 
techniques and approaches have been geared towards finding ways to achieve maximum 
efficiency and effectiveness - TQM is no exception. If you put these two 'obvious' things 
together you get a working definition of TQM - providing the service your customers have 
asked for, using all of the abilities of your staff, at the most efficient cost to the organisation. 
What does it involve ? 
TQM is not a process. It represents a real commitment to a philosophy and a way of working. 
The philosophy recognises the need to focus the resources of the organisation through its staff 
and customers. The best description of how it goes about doing that is 'first time, next time, 
every time - there is no room for excuse or shoddy workmanship'. Putting it into practice 
involves developing a clear strategy ("We want to do it"), being thorough about planning 
("This is how we will do it") and evolving working practices that can deliver the desired 
outcome ("Doing it"). It includes the development of appropriate methods for measuring 
effectiveness at all levels of the organisation and across all functions. Companies which have 
taken the concept on board report increased customer satisfaction per £ of resources. Tangible 
b e n e f i t s  i n c l u d e  s h a r e d  u n d e r s t a n d i n g  o f  w h a t  t h e  o r g a n i s a t i o n  w a n t s  t o  a c h i e v e  a n d  w h e r e  i t  i s  
g o i n g ,  v a l u e  f o r  m o n e y ,  h i g h e r  j o b  s a t i s f a c t i o n ,  a n d  l e s s  d a y - t o - d a y  h a s s l e !  
C a n  i t  b e  a p p l i e d  ' p i e c e m e a l '  ?  
T Q M  
i s  n o t  a b o u t  a  ' q u i c k  f i x ' .  I n t r o d u c i n g  i n i t i a t i v e s  l i k e  q u a l i t y  c i r c l e s ,  s u g g e s t i o n  s c h e m e s  
o r  s t a t i s t i c a l  p r o c e s s  c o n t r o l  a s  o n e - o f f  a c t i v i t i e s  i s  l i k e  t r e a t i n g  s y m p t o m s  w i t h o u t  t a c k l i n g  t h e  
d i s e a s e .  Q u a l i t y  m a n a g e m e n t  i s  n o t  t h e  s a m e  a s  c u s t o m e r  s e r v i c e .  C u s t o m e r  s e r v i c e  i s  a b o u t  
g i v i n g  p e o p l e  t h e  h i g h e s t  l e v e l  o f  s e r v i c e  p o s s i b l e  w h i l e  T Q M  a i m s  t o  p r o v i d e  a  s e r v i c e  t a i l o r e d  
t o  t h e  c u s t o m e r s  r e q u i r e m e n t s .  T h e  t w o  a r e  n o t  n e c e s s a r i l y  t h e  s a m e .  Q u a l i t y  m a n a g e m e n t  i s  
n o t  t h e  s a m e  a s  q u a l i t y  a s s u r a n c e .  A l t h o u g h  q u a l i t y  a s s u r a n c e  m a k e s  a n  i m p o r t a n t  c o n t r i b u t i o n  
t o  T Q M  y o u  c o u l d  b e  l o s i n g  p a t i e n t s  i n  t h e i r  d r o v e s  a n d  s t i l l  c o n f o r m  t o  t h e  B r i t i s h  S t a n d a r d  
5 7 5 0  ( o r  i t s  i n t e r n a t i o n a l  e q u i v a l e n t  I S O  9 0 0 0  s e r i e s ) .  T Q M  i s  t h e  b r o a d  a p p r o a c h  t h a t  l i n k s  
s y s t e m s ,  p r o c e s s e s  a n d  p e o p l e  t o  t h e  s t r a t e g i c  p l a n n i n g  p r o c e s s  a n d  d e l i v e r y  a c t i v i t i e s .  
A  f r a m e w o r k  f o r  T Q M  i n  t h e  H e a l t h  S e v i c e  
W h a t e v e r  y o u r  v i e w  o f  t h e  W h i t e  P a p e r  p r o p o s a l s ,  t h e  N H S  p r o g r a m m e  o f  a c t i o n  s e t  o u t  t o  
a c h i e v e  t w o  m a i n  o b j e c t i v e s .  T h e  f i r s t  w a s  t o  g i v e  t h e  c o m m u n i t y  b e t t e r  h e a l t h  c a r e  a n d  a  
g r e a t e r  c h o i c e  o f  s e r v i c e s .  T h e  s e c o n d  w a s  t o  c r e a t e  a n  e n v i r o n m e n t  f o r  N H S  s t a f f  w h i c h  
w o u l d  o f f e r  t h e m  g r e a t e r  j o b  s a t i s f a c t i o n  a n d  r e w a r d s  f o r  a  m o r e  f l e x i b l e  r e s p o n s e  t o  l o c a l  
n e e d s .  O n e  o f  t h e s e ,  f o r  e x a m p l e ,  w o u l d  b e  t h e  f i n a n c i a l  i n c e n t i v e  o f f e r e d  t o  G P s  f o r  i n c r e a s e d  
p a t i e n t  l i s t s .  T h e  N H S  w a s  c l e a r l y  s e t t i n g  o u t  a  p o l i c y  w h i c h  r e q u i r e d  i n v o l v e m e n t  a n d  
c o m m i t m e n t  f r o m  s t a f f  a n d  p a t i e n t s  a l i k e  t o  m a k e  i t  w o r k .  I n  a d d i t i o n  i t  h a s  a l s o  h a d  t o  
i n t r o d u c e  s o m e  n e w  w a y s  o f  m e a s u r i n g  t h e  e f f e c t i v e n e s s  o f  t h i s  n e w  a p p r o a c h .  T h e s e  
' m e a s u r e s '  i n c l u d e  t h e  c o n t r o v e r s i a l  l o c a l  t a r g e t s  f o r  g e n e r a l  p r a c t i c e s .  T h e  c h a n g e s  b r o u g h t  
a b o u t  b y  t h e  1 9 9 0  c o n t r a c t  g a v e  p a t i e n t s  t h e  o p p o r t u n i t y  t o  i n f l u e n c e  t h e  r a n g e  a n d  q u a l i t y  o f  
l o c a l  s e r v i c e s .  G P s  w e r e  g i v e n  t h e  r e s p o n s i b i l i t y  o f  d e l i v e r i n g  t h o s e  s e r v i c e s ,  a n d  
a c c o u n t a b i l i t y  f o r  h o w  t h i s  w a s  d o n e .  
TQM and General Practice 
However, excellence of healthcare and service does not happen overnight or by chance. A 
recent study on the impact of the contract changes asked GPs to specify what they had done to 
meet the contract requirements. The following is an extract showing the top six administrative 
and clinical changes. 
Administrative changes 
I Employed extra staff, or existing staff for longer hours. 
2 Installed new, upgraded or expanded, computer system. 
3 More detailed patient records. 
4 Collection and recording of statistics for reports,claims etc. 
5 Production of practice documentation,e.g. leaflet, staff contracts, claims forms. 
6 More efficient use of staff - redefined job descriptions, retrained etc. 
Clinical changes 
1 Added clinics - elderly, well-woman etc. 
2 Increased home visits. 
3 Minor operations register and facilities. 
4 Complete revision of surgery hours and clinics. 
5 Altered consultation times - longer surgeries. 
6 Increased community awareness of preventive medicine. 
Clearly there have been changes in the way general practice works and behaves. The 
introduction of TQM is invariably accompanied by the need for change in attitudes and, often 
major, shifts in working patterns and behaviour. GPs are good at responding to demand- they 
have to deal with the fluctuation in primary demand to ensure a smoother input into hospitals. 
They have also introduced new services and working practices as a direct result of patient need, 
e.g. contraceptive services and the use of practice nurses. The present climate, albeit fraught 
with tensions, could be considered an ideal environment for making a commitment to TQM. 
i m p r o v e d  c o m m u n i t y  s a t i s f a c t i o n  
G P s  e x p r e s s  a  c o m m i t m e n t  t o  p r o v i d i n g  t h e i r  p a t i e n t s  w i t h  a d v i c e  a n d  t r e a t m e n t  t h a t  i s  u p - t o -
d a t e  a n d  e f f e c t i v e .  T h e y  c o n s t a n t l y  s t r i v e  t o  k e e p  p a c e  w i t h  c h a n g e s  i n  t r e a t m e n t s  a n d  a d v a n c e s  
i n  m e d i c a l  s c i e n c e  a n d  q u i t e  r i g h t l y  c o n s i d e r  t h e i r  c l i n i c a l  e x p e r t i s e  t o  b e  o f  m a j o r  i m p o r t a n c e  i n  
t h e i r  p r a c t i c e .  
P a r a d o x i c a l l y  t h e  p a t i e n t  r a r e l y  q u e s t i o n s  t h e  q u a l i t y  o f  t h e  p r a c t i c e ' s  c l i n i c a l  a n d  
m e d i c a l  p r o c e d u r e s  a l t h o u g h  t h e y  t o o  a r e  b e c o m i n g  m o r e  a w a r e  o f  p o s s i b i l i t i e s  a n d  l e s s  a f r a i d  
t o  a s k  q u e s t i o n s .  T h e y  a r e  i n  f a c t  m o r e  l i k e l y  t o  o f f e r  c r i t i c i s m  a b o u t  d r a u g h t y  w a i t i n g  r o o m s  
o r  l e n g t h y  w a i t i n g  t i m e s .  T h e s e  a r e  t h e  ' n o n - c l i n i c a l '  s e r v i c e s  p r o v i d e d  b y  t h e  p r a c t i c e  a n d  a r e  
j u s t  a s  i m p o r t a n t  t o  t h e  o v e r a l l  p r o v i s i o n .  S e r v i c e  q u a l i t y  i s  a b o u t  c r e a t i n g  v a l u e  f o r  p a t i e n t s  
t h r o u g h  o f f e r i n g  w e l l  t a r g e t e d  s e r v i c e s ,  t o t a l  q u a l i t y  i s  a b o u t  d e l i v e r i n g  t h e  m o s t  e f f e c t i v e  
s e r v i c e  t o  t h e  c o m m u n i t y ,  a t  t h e  m o s t  e f f i c i e n t  c o s t  t o  t h e  p r a c t i c e .  I n  t h e  f i r s t  i n s t a n c e  t h i s  
m e a n s  b e i n g  c l e a r  a b o u t  w h a t  y o u  w i l l  o f f e r  a n d  h o w  t h e  p r a c t i c e  w i l l  d e l i v e r .  I t  a l s o  m e a n s  
t h a t  y o u  w i l l  n e e d  t o  b e  f l e x i b l e  a b o u t  s t r u c t u r e s ,  s y s t e m s  a n d  p r o c e d u r e s  s i n c e  t h e y  w i l l  
c h a n g e  t o  c o n t i n u o u s l y  i m p r o v e  p e r f o r m a n c e .  
E f f i c i e n c y  o f  s a v i n g s  
A l t h o u g h  G e n e r a l  P r a c t i c e  i s  o f t e n  s e e n  a s  t h e  g a t e w a y  t o  t h e  N H S ,  a n d  i n  m a n y  i n s t a n c e s  
p r o v i d e s  t h e  m a i n  i n t e r f a c e  w i t h  t h e  p u b l i c ,  t h e  r e s o u r c e s  i t  h a s  a v a i l a b l e  t o  m e e t  i t s  o b j e c t i v e s  
a r e  l i m i t e d .  I t  i s  n o t  u n r e a s o n a b l e  t o  e x p e c t  t h e s e  r e s o u r c e s  t o  b e  u s e d  i n  a s  e f f i c i e n t  w a y  a s  
p o s s i b l e  o r  t h a t  G P s  s h o u l d  a c c e p t  r e s p o n s i b i l i t y  f o r  o r g a n i s i n g  t h e i r  p r a c t i c e s  t o  m e e t  t h e  
c h a l l e n g e .  T h e r e  i s  a  b a l a n c i n g  a r g u m e n t  f o r  m e a s u r i n g  t h e  u s e  o f  r e s o u r c e s  w h i c h  i s  j u s t  a s  
a p p l i c a b l e  i n  G e n e r a l  P r a c t i c e  a s  i t  i s  t o  i n d u s t r y .  T h e r e  i s  n o t h i n g  m o r e  d e m o r a l i s i n g  n o r  m o r e  
l i k e l y  t o  c a u s e  a  d r o p  i n  t h e  s t a n d a r d  o f  p e r f o r m a n c e  t h a n  t o  s e t  a  t a s k  a n d  n o t  p r o v i d e  t h e  r i g h t  
l e v e l  o f  r e s o u r c i n g .  E s t a b l i s h i n g  t h a t  t h e r e  i s  a  s h o r t f a l l  b e t w e e n  t h e  s e r v i c e  w h i c h  
s h o u l d  b e  
p r o v i d e d  a n d  t h e  s e r v i c e  w h i c h  
i s  
b e i n g  p r o v i d e d  i s  n o t  n e c e s s a r i l y  a n  i n d i c t m e n t  o f  t h e  
e f f i c i e n c y  o f  t h o s e  r e s p o n s i b l e  f o r  d e l i v e r y .  T h e  n a t u r e  o f  t h e  s h o r t f a l l  m a y  i n d i c a t e  a  p o l i c y  
f l a w  o r  a  r e s o u r c e  s h o r t a g e .  T h e  m a i n  p o i n t  b e i n g  t h a t  t h e  s o u r c e  o f  t h e  p r o b l e m  b e c o m e s  
i d e n t i f i a b l e  a n d  c a n  b e  p u t  r i g h t .  I f  G P s  w e r e  t o  e m b r a c e  T Q M  a n d  m e a s u r e  t h e i r  c o n t r i b u t i o n  
t o  t h e  N H S  s e r v i c e s  a s  a  w h o l e ,  t h e y  m a y  p r o d u c e  s o m e  s t r o n g  a r g u m e n t s  o f  t h e i r  o w n  f o r  
changing 'the system'. The NHS recognises this by giving GPs accountability as well as 
responsibility. 
What to look for ? 
Service quality is essentially about four things. 
1 Comparing the community's expectations of the service before they receive it to their 
actual experience. 
2 Paying attention to how the clinical and non-clinical services are carried out 
3 Recognising that the above services are the normal day-to-day operation, but that 
mistakes are bound to happen and addressing them appropriately is also part of the 
overall service. 
4 Understanding that when problems happen they have to be treated with the same level 
of care and attention as the everyday service. 
The summary below lists the main ingredients which of service quality. Although the list was 
compiled after extensive research into service industries you will see that all of the factors fit 
comfortably with General Practice. 
• Reliability - first time, every time. 
• Responsiveness - everyone must be ready and willing to provide the service. 
• Competence - everyone must have the knowledge and skills to undertake their part of 
the overall task. 
• Access - making it easy and convenient for the patient to access the services offered 
by the surgery. 
• Courtesy - "do unto others" - there is nothing old-fashioned about encouraging 
politeness, respect, and consideration. Looking at the patient's point of view and 
accepting the shortcomings of the practice (owning the problem) shows commitment 
to continuous improvement. 
• Credibility - the reality that fulfils the promise. 
•  
S e c u r i t y  -  e n s u r i n g  p h y s i c a l  s a f e t y ,  c o n f i d e n t i a l i t y ,  e t c .  L e a v i n g  n o  r o o m  f o r  d o u b t .  
•  
U n d e r s t a n d i n g  t h e  c u s t o m e r / p a t i e n t  -  k n o w i n g  t h e  p a t i e n t ' s  r e q u i r e m e n t s  a n d  
p r o v i d i n g  ' i n d i v i d u a l '  a t t e n t i o n .  
•  
T a n g i b l e s  -  p h y s i c a l  e v i d e n c e  o f  t h e  s e r v i c e  i t s e l f .  
•  
C o m m u n i c a t i o n s  -  l i s t e n i n g  t o  t h e  ' v o i c e '  o f  t h e  c o m m u n i t y ,  a c t i n g  o n  t h e i r  f e e d b a c k  
a n d  e n s u r i n g  t h a t  y o u  s h a r e  a l l  i n f o r m a t i o n  w i t h  t h e m  i n  a  l a n g u a g e  t h e y  u n d e r s t a n d .  
F o r  s o m e  t i m e  n o w  G P s  h a v e  b e e n  r e s p o n d i n g  t o  t h e  c h a n g e s  i n  t h e i r  c o n t r a c t s  a n d  h a v e  
s h o w n  t h e m s e l v e s  t o  b e  f l e x i b l e  a n d  r e s p o n s i v e  i n  t h e  p a s t .  T h e  i n t r o d u c t i o n  o f  T Q M  a s  a n  
a p p r o a c h  i n  G e n e r a l  P r a c t i c e  w o u l d  a l s o  m e a n  w o r k i n g  a n d  b e h a v i n g  d i f f e r e n t l y  b u t  t h e  c u r r e n t  
c l i m a t e  o f f e r s  a n  o p p o r t u n i t y  t o  e m b r a c e  t h e  a p p r o a c h .  W i t h  i t s  u n d o u b t e d  ' p e o p l e '  o r i e n t a t i o n  
T Q M  m a y  a p p e a l  a s  a  p h i l o s o p h y  a n d  c o u l d  p r o v i d e  G P s  w i t h  t h e  i n s t r u m e n t s  f o r  j u d g i n g  t h e i r  
c o n t r i b u t i o n  t o  t h e  s e r v i c e  a s  a  w h o l e .  
The Business Plan: Putting it Together 
Business plans can help you "sell" your practice 
A Business Plan sets objectives for the practice. It defines where the practice is now, where 
it wants to go and how it can get there. By segmenting goal achievement into the execution 
of tasks and actions, the business plan monitors overall progress and signals when you 
have arrived. It should help you gain support for your plans both within and without the 
practice. Ultimately it provides a basic management tool for control, feedback and 
delegation. However, recognising theB importance of a business plan is only an initial 
step. For it to increase practice effectiveness, it must be implemented. 
What Goes Into The Business Plan? 
A standard plan does not exist - every practice is unique and hence so should be its plan. 
However, it is possible to provide guide-lines with regard the plan's format and content. 
A typical plan will contain the following elements: 
• Practice profile, including support services. 
• Resources and systems in the practice. 
• Practice strengths and weaknesses. 
• Practice plans. 
• Practice needs. 
• Practice budgets. 
Practice Profile 
The practice profile describes the patients and the community that it serves. This should be 
a general description, including socio-economic information, but more particularly it 
should describe the particular health care needs the community has. One practice decided 
that it did not know enough about the community and its health care needs and therefore 
commissioned its Public Health Nurse to undertake a survey. It also started using local 
Counsellors for community feedback. 
Resources and Systems 
Start by listing and briefly describing all the staff. You should include attached Health 
Authority staff and any visiting specialists such as psychologists, chiropodists etc.. List 
and describe the other resources the practice has starting with the surgery itself. Do you or 
the Health Authority own it? When was it built? What condition is it in? Describe the 
m e d i c a l  a n d  a d m i n i s t r a t i v e  e q u i p m e n t  y o u  h a v e .  A r e  t h e r e  p a r t i c u l a r  p i e c e s  o f  m e d i c a l  
e q u i p m e n t  t h a t  i t  i s  u n u s u a l  f o r  a  p r a c t i c e  t o  p o s s e s s ?  D o  y o u  h a v e  a  f u l l  c o m p l e m e n t  o f  
c o m p u t e r s  a n d  w h i c h  o f  y o u r  s y s t e m s  a r e  c o m p u t e r i s e d ?  
S t r e n g t h s  a n d  W e a k n e s s e s  
I t  i s  a l w a y s  d i f f i c u l t  t o  b e  o b j e c t i v e  a b o u t  w h a t  y o u  a r e  g o o d  a n d  b a d  a t ,  s o  t r y  a s k i n g  
o t h e r s ,  p a r t i c u l a r l y  y o u  p a t i e n t s .  O n e  p r a c t i c e  c o m m i s s i o n e d  i t s  l o c a l  C o l l e g e  o f  H i g h e r  
E d u c a t i o n  t o  u n d e r t a k e  a  s u r v e y  i n t o  w h a t  p a t i e n t s  t h o u g h t  o f  c u r r e n t  s e r v i c e s  a n d  h o w  
t h e y  c o u l d  b e  i m p r o v e d .  T h e  C o l l e g e  c a l l e d  t h e  p r o j e c t  " m a r k e t  r e s e a r c h " ,  a  t e r m  t h a t  w a s  a  
b i t  o f  a n  a n a t h e m a  t o  m a n y  o f  t h e  d o c t o r s  i n  t h e  p r a c t i c e .  
Y o u r  s t r e n g t h s  m i g h t  i n c l u d e  a  d e d i c a t e d ,  c o h e s i v e  a n d  m o t i v a t e d  t e a m ,  a  g e n e r a l l y  w e l l  
e q u i p p e d  p r a c t i c e ,  g o o d  c o m m u n i t y  l i n k s ,  s u c c e s s f u l  a t t a i n m e n t  o f  t a r g e t s  e t c . .  Y o u r  
w e a k n e s s e s  m i g h t  i n c l u d e  a  b u i l d i n g  i n  n e e d  o f  r e f u r b i s h m e n t ,  p o o r  f i n a n c i a l  i n f o r m a t i o n ,  
i n a d e q u a t e  c l i n i c a l  a u d i t ,  c o n f l i c t i n g  v a l u e s  w i t h i n  t h e  p a r t n e r s h i p  g r o u p  e t c . .  W h a t e v e r  
t h e y  a r e  y o u  n e e d  t o  a p p r o a c h  t h e  t a s k  o f  a p p r a i s i n g  t h e  p r a c t i c e  h o n e s t l y  a n d  o b j e c t i v e l y .  
W h i l s t  l o o k i n g  a t  t h e  p r a c t i c e  s t r e n g t h s  a n d  w e a k n e s s e s  y o u  s h o u l d  a l s o  c o n s i d e r  t h e  
o p p o r t u n i t i e s  a n d  t h r e a t s  t h a t  f a c e  t h e  p r a c t i c e .  F u n d  h o l d i n g  m a y  o f f e r  y o u  t h e  o p p o r t u n i t y  
t o  g e n e r a t e  m o r e  r e s o u r c e s  f o r  t h e  p r a c t i c e .  O n  t h e  o t h e r  h a n d ,  t h e  c o n f l i c t i n g  v a l u e s  w i t h i n  
t h e  p a r t n e r s h i p  g r o u p  m a y  g e n e r a t e  t h e  t h r e a t  o f  d i s r u p t i o n .  
M i s s i o n  S t a t e m e n t  a n d  O b j e c t i v e s  
T h e s e  w e r e  d i s c u s s e d  i n  o u r  l a s t  a r t i c l e .  T h e y  a r e  o f  f u n d a m e n t a l  i m p o r t a n c e .  T h e  
o b j e c t i v e s  a r e  t h e  m i l e s t o n e s  a g a i n s t  w h i c h  y o u  w i l l  j u d g e  t h e  a c h i e v e m e n t s  o f  t h e  p r a c t i c e  
i n  t h e  c o m i n g  y e a r .  T h e y  m u s t  b e  r e a l i s t i c  c h a l l e n g e s  t h a t  y o u r  s t a f f  c a n  f e l l  m o t i v a t e d  t o  
s t r i v e  t o  a c h i e v e .  T h e y  s h o u l d  p l a y  t o  t h e  s t r e n g t h s  o f  t h e  p r a c t i c e ,  b u t  e q u a l l y  a d d r e s s  i t s  
w e a k n e s s e s .  
P r a c t i c e  P l a n s  
T h e s e  a r e  t h e  d e t a i l e d  p l a n s  a b o u t  h o w  y o u  w i l l  g o  a b o u t  m e e t i n g  y o u r  o b j e c t i v e s .  T h e y  
d e t a i l  t h e  r o u t e  y o u  w i l l  g o  d o w n  t o  a r r i v e  a t  y o u r  m i l e s t o n e s .  I n e v i t a b l y  y o u r  p l a n s  w i l l  
i n c l u d e  o r g a n i s a t i o n a l  a n d  h u m a n  r e s o u r c e  i s s u e s  s i n c e  g e n e r a l  p r a c t i c e  i s  v e r y  m u c h  a  
" p e o p l e  b u s i n e s s " .  Y o u  m a y ,  f o r  e x a m p l e ,  d e c i d e  t o  a l l o c a t e  p a r t n e r s  s p e c i f i c  a r e a s  o f  
r e s p o n s i b i l i t y  o r  d e c i d e  t o  a p p o i n t  a  N u r s e  P r a c t i t i o n e r  t o  u n d e r t a k e  a n t i c i p a t o r y  a n d  
r e a c t i v e  c a r e  w o r k .  Y o u  m a y  d e c i d e  t h a t  s t a f f  n e e d  s p e c i a l  t r a i n i n g  o r  t o  r e o r g a n i s e  t h e  
v a r i o u s  s t a f f  m e e t i n g s  t h a t  y o u  h o l d .  Y o u r  p l a n  m i g h t  a l s o  a d d r e s s  i s s u e s  l i k e  q u a l i t y  o f  
service and care. It may, on the other hand, address in detail problems that you are facing 
in the administration of health care. In other words, you practice plan must address all the 
objectives that you set for the practice so that your staff know how their working practices 
might change. 
Practice Need 
These relate to staff, equipment and resources. Once evaluated, they can be translated into 
the financial requirements of the practice and supported by detailed profit and loss, cash 
flow and balance sheet forecasts. This detail is essential to assure you that the plan hangs 
together and that you have the resources to implement it. 
Length and Format 
Keep it short! Any business plan should be sufficiently long to cover the subject 
adequately, yet brief enough to maintain interest. It should be restricted to 10-15 pages. 
The use of charts, graphs and diagrams should increase understanding and interest. In 
many way it is a selling document both for you and your practice, so make it look 
professional. 
P r e p a r i n g  f o r  C h a n g e  i n  G e n e r a l  P r a c t i c e  
C h a n g e  i s  i n e v i t a b l e  i n  t h e  p r a c t i c e  o f  t o d a y  b u t  a r e  y o u  m a n a g i n g  i t  
e f f e c t i v e l y ?  
I t  i s  i n e v i t a b l e  t h a t  t h e  G e n e r a l  P r a c t i c e  o f  t o d a y  w i l l  b e  a  v e r y  d i f f e r e n t  o r g a n i s a t i o n  a t  t h e  
e n d  o f  t h i s  d e c a d e .  T h e  f i r s t  w a v e  f u n d h o l d e r s  a r e  a l r e a d y  w o r k i n g  w i t h  d i f f e r e n t  g o a l s  a n d  
p r o c e d u r e s .  W h e t h e r  o r  n o t  y o u  h a v e  w e l c o m e d  t h e  c h a n g e s ,  y o u  w i l l  h a v e  t o  d e a l  w i t h  
t h e m ,  s o o n e r  r a t h e r  t h a n  l a t e r .  
R e a c t i n g  t o  c h a n g e  
F o r  m a n y  d o c t o r s  a c c e p t i n g  t h e  c h a n g e s  t o  t h e i r  c o n t r a c t  h a s  m e a n t  c h a n g i n g  t h e  w a y  t h e  
p r a c t i c e  w o r k s .  F o r  s o m e  i t  h a s  b e e n  a  m i n o r  t a s k .  F o r  o t h e r s ,  a  m a j o r  u p h e a v a l .  
U n d e r s t a n d i n g  c h a n g e  a n d  t h e  e f f e c t s  i t  c a n  h a v e  m a y  h e l p  G P s  p r e p a r e  t h e i r  p r a c t i c e s  f o r  
t h e  t a s k  a h e a d .  
A n y  c h a n g e  i s  t h r e a t e n i n g  a n d  e v e r y o n e  c o p e s  w i t h  i t  i n  d i f f e r e n t  w a y s .  R e s i s t a n c e  i s  n a t u r a l ,  
p a r t i c u l a r l y  i f  c h a n g e  i s  u n i n v i t e d  o r  s e e m s  t o  i n v o l v e  m o r e  w o r k  f o r  l i t t l e  r e w a r d .  T h e  
p e o p l e  w h o  h a v e  t o  m a k e  t h e  c h a n g e s  h a p p e n  h a v e  t o  a n t i c i p a t e ,  u n d e r s t a n d  a n d  c o p e  w i t h  
t h e  r e s i s t a n c e  t h a t  a r i s e s .  I t  i s  c r u c i a l  t o  i d e n t i f y  w h i c h  p e o p l e  w i l l  o f f e r  r e s i s t a n c e  a n d  h o w  
t h a t  w i l l  m a n i f e s t  i t s e l f .  T h e  l e v e l  o f  r e s i s t a n c e  w i l l  d e p e n d  o n  t h e  a b i l i t y  a n d  w i l l i n g n e s s  o f  
i n d i v i d u a l s  a f f e c t e d  t o  a c c e p t  c h a n g e  a n d  a d a p t  t o  i t .  I d e a l l y ,  e v e r y o n e  s h o u l d  b e  e n c o u r a g e d  
t o  s e e  c h a n g e  i n  a  p o s i t i v e  l i g h t ,  a c c e p t  i t  a s  p a r t  o f  t h e i r  e v e r y d a y  l i v e s  a n d  p l a n  f o r  i t .  
R e s i s t a n c e  t o  c h a n g e  
T h e r e  a r e  f o u r  c o m m o n  r e a s o n s  w h y  p e o p l e  r e s i s t  c h a n g e :  
1 .  S e l f - i n t e r e s t  -  t h r e a t  o f  l o s s  e . g .  s t a t u s ,  e g o ,  j o b .  
2 .  L a c k  o f  t r u s t  a n d  m i s u n d e r s t a n d i n g  o f  t h e  r e a s o n s  f o r  c h a n g e .  
3 .  
A  s i n c e r e  b e l i e f  t h a t  t h e  c h a n g e  i s  n o t  r i g h t  f o r  t h e  o r g a n i s a t i o n .  
4 .  P o o r  a b i l i t y  t o  c o p e  w i t h  c h a n g e  a n d  i t s  e f f e c t s .  
T o  a v o i d  m i s c o n c e p t i o n s  p e o p l e  n e e d  t o  u n d e r s t a n d  f u l l y  w h y  t h e y  h a v e  t o  m a k e  c h a n g e s  
a n d  w h a t  b e n e f i t s  t h e  c h a n g e  w i l l  b r i n g .  P r o b l e m s  n e e d  t o  b e  c l a r i f i e d  a n d  d i s c u s s e d  o p e n l y .  
I n f o r m a t i o n  s h o u l d  b e  f r e e l y  a v a i l a b l e .  A n  i n d i v i d u a l  w h o  t h i n k s  t h e y  s t a n d  t o  l o s e  m o r e  
t h a n  t h e y  g a i n  o f t e n  l a c k s  t r u s t  i n  t h o s e  w h o  w a n t  t h e  c h a n g e s .  I t  i s  q u i t e  c o m m o n  f o r  p e o p l e  
w h o  a r e  i l l - i n f o r m e d  t o  m a k e  p o o r  a s s e s s m e n t s .  I n f o r m a t i o n  t h a t  i s  s u b j e c t  t o  i n t e r p r e t a t i o n  
c a n  b e  e q u a l l y  d a m a g i n g .  I t  m a y  b e  d i f f i c u l t  t o  a c c e p t  t h a t  y o u r  s t a f f  d o n ' t  t r u s t  y o u  b u t  t h i s  
m a y  b e  t h e  c a s e .  I f ,  h o w e v e r ,  r e s i s t a n c e  i s  b a s e d  u p o n  a  r a t i o n a l  w e l l - i n f o r m e d  a r g u m e n t  i t  
c a n  b e  v e r y  c o n s t r u c t i v e .  I t  s h o u l d  a l w a y s  b e  t e s t e d  a n d  n o t  o v e r l o o k e d  i n  h a s t e  o r  m i s p l a c e d  
e n t h u s i a s m .  
Organisational barriers to change 
Each organisation has its own set of rules and traditions which can become barriers to 
change. These need to be identified, understood and overcome before change can be 
implemented. Take the use of the title 'Doctor'. Many staff use the title in deference to the 
doctor's 'expert' status. This may be entirely appropriate in front of patients and visitors but is 
not conducive to encouraging informal discussion about work problems. You may find that 
you have to give your staff permission to call you by your forename. 
Groups that share a common goal and identity are also surrounded by barriers. They create a 
sense of belonging which provides security, recognition and order. These informal networks 
can spread ideas and information faster than formal structures but can also inhibit the flow of 
communications. You will need to get a feel for the assumptions people make about each 
other, the level of trust between groups and the reasons why misunderstandings happen. 
Dealing with resistance 
There are no short cuts to dealing with barriers and resistance to change. It takes as much 
thought, care and sensitivity as it does time. The following is a summary of the skills and 
techniques that may be useful. 
Communication 
Communication, e.g. discussion, meetings, memos etc., is essential where resistance seems to 
spring from lack of information. The main drawback is that finding a mix of the right 
methods often takes time. 
Involvement 
Involving your staff at an early stage in the planning process will reduce the level of 
resistance. Involvement almost always leads to commitment. If you are short of time you 
may have to compromise on the number of people who can get involved. 
Allocating time and resources 
Fear of failure, lack of skills or confidence and an inability to cope with change in the short 
term, can all lead to anxiety, emotional stress and a fall in morale and performance. 
Providing flexible working conditions, opportunities for training and a sympathetic ear will 
alleviate these problems and build trust. These methods may be time-consuming or expensive 
and may fail, but, without doubt, would all provide a solid base from which to go forward 
with change. 
Negotiation and manipulation 
You can always negotiate individual incentive agreements by way of compensation. Express 
your concern, set the limitations of their behaviour, and your offer, and stick to them. You 
leave yourself open to 'blackmail' if you shift ground. Offering a key role in the design or 
implementation of the change just to get someone 'on side' is manipulation not participation. 
No one likes to feel manipulated and if you're found out you may well find that other 
methods will take longer to work because of a lack of trust. 
C o e r c i o n  
Y o u  c a n  a l w a y s  u s e  t h r e a t s .  G e n e r a l l y  p e o p l e  w i l l  c o m p l y .  H o w e v e r ,  i m p o s e d  c h a n g e  w i l l  
c a u s e  r e s e n t m e n t  a n d  d e f i a n c e .  P e o p l e  a r e  m o r e  l i k e l y  t o  s p e n d  t i m e  t r y i n g  t o  p r o v e  t h a t  t h e  
o l d  s y s t e m  w a s  b e t t e r .  U n f o r t u n a t e l y  i f  y o u  o n l y  h a v e  a  s h o r t  t i m e  t o  a c t  y o u  m a y  h a v e  n o  
o p t i o n .  
M a k i n g  c h a n g e  w o r k  
I t  i s  i m p o r t a n t  t o  f o s t e r  p o s i t i v e  a t t i t u d e s  t o  c h a n g e .  N e w  w a y s  o f  w o r k i n g  m a y  i m p r o v e  t h e  
e f f i c i e n c y  o r  e f f e c t i v e n e s s  o f  p a t i e n t  s e r v i c e  a n d / o r  c a r e .  
T o  s m o o t h  t h e  w a y  f o r  c h a n g e  y o u  n e e d  t o  a d o p t  a n  o p e n  e x c h a n g e  o f  i n f o r m a t i o n  a n d  i d e a s  
t o  e n c o u r a g e  a  s o u n d  b a s i s  f o r  t r u s t .  
T h e  w a y  y o u  m a n a g e  c h a n g e  m a y  d e p e n d  o n  t h e  a m o u n t  o f  t i m e  y o u  h a v e  t o  i m p l e m e n t  y o u r  
p l a n s .  W h a t e v e r  y o u r  i n t e n t i o n s ,  t h e  v i t a l  i n g r e d i e n t  i s  p e o p l e .  I n v e s t m e n t  i n  t i m e  a n d  
t r a i n i n g ,  i n  a n y  o f  i t s  f o r m s ,  p l a y s  a  k e y  r o l e  i n  s t a f f  s u p p o r t  a n d  d e v e l o p m e n t .  
C h a n g e  c a n  b e  v i e w e d  a s  p r o g r e s s  -  a  r e f i n i n g  o r  r e d i r e c t i n g  o f  a c t i v i t i e s  i n  t h e  p u r s u i t  o f  
e x c e l l e n c e .  H o w  r e a d y  a r e  y o u ?  
Effective Staff Communication 
Communication is the key to effective communication in general practice 
In any leadership or management role you can expect to spend between 35-95% of your time 
'communicating'. Whether you are preparing the annual report, considering a computer 
system, appraising performance, or handling trouble, you will need to supply or collect 
information. 
Communication can take many forms but essentially it is about sending and receiving 
messages - hopefully the right ones. It is also about building and maintaining relationships. 
Both of these are vital aspects of staff management and leadership. Communication can, and 
frequently does, go wrong. Even the simplest message can give the wrong signals if it is open 
to interpretation. 
Getting communications right will benefit your practice by making the best use of your own, 
and your staffs', time; ensuring that the work being done is what you actually want and need, 
and providing the team with greater confidence through better understanding. 
The message 
Whether you are sending or receiving messages you will want accuracy, clarity and, in most 
cases, brevity. You will need to know why you want to communicate; what message you 
need to put over; who to send the message to; what response you expect; the deadline for the 
response, and finally, how you should communicate the message to the person. In any 
exchange you will be trying to achieve an outcome. It could be an attempt to influence 
behaviour or attitudes, enhance understanding, seek confirmation of understanding, offer 
support or elicit information. The most important thing is to be clear in your own mind about 
your reason for initiating a communication. 
Why communicate? 
Informing 
Instructing 
Motivating 
Questioning 
- Giving information to help decision-making. You use this when you want to 
enhance understanding. 
- Prompting people to action. You use this when you want to change 
behaviour. 
- Prompting people to action to change behaviour but in a subtler way. You 
will use this every day to keep your staff happy, confident and heading in the 
right direction. 
- Receiving information. You use this when you want to elicit information, 
check your own, and your staffs', understanding and perceptions of a situation 
and check the validity of the information you receive. 
T h e  s k i l l s  
O n c e  y o u  h a v e  d e c i d e d  w h a t  y o u  w a n t  t o  s a y  a n d  w h y  y o u  w a n t  t o  s a y  i t  t h e r e  a r e  t h r e e  b a s i c  
g r o u p s  o f  s k i l l s  t h a t  y o u  w i l l  u s e  w h i c h  r e l a t e  t o  t h e  r e s p o n s e  o r  o u t c o m e  y o u  a r e  
a n t i c i p a t i n g .  T h e s e  a r e  s k i l l s  o f  g e t t i n g  i n f o r m a t i o n ,  g i v i n g  i n f o r m a t i o n  a n d  m a n a g i n g  t h e  
f e e l i n g s  a n d  p e r s o n a l i t i e s  i n v o l v e d .  T h e  f i r s t  t w o  a l s o  i n v o l v e  ' f e e d b a c k  s k i l l s ' .  T h e s e  e n s u r e  
t h a t  t h e  m e s s a g e s  f r o m  b o t h  t h e  i n i t i a t o r  a n d  t h e  r e s p o n d e n t  h a v e  b e e n  r e c e i v e d  a n d  
u n d e r s t o o d .  I n  a n  a p p r a i s a l  i n t e r v i e w ,  f o r  e x a m p l e ,  t h i s  m a y  m e a n  t h e  u s e  o f  c l o s e d  
q u e s t i o n s ,  w i t h  y e s / n o  a n s w e r s ,  t o  c o n f i r m  t h a t  t h e  a s s e s s m e n t  c r i t e r i a  a r e  a c c e p t a b l e  t o  b o t h  
p a r t i e s .  
A n y  s i t u a t i o n  i n v o l v i n g  p e o p l e  b r i n g s  s u b j e c t i v e  ' b a g g a g e '  w i t h  i t  a n d  e a c h  s e p a r a t e  s i t u a t i o n  
h a s  t o  b e  m a n a g e d  t o  c u t  d o w n  t h e  p o s s i b i l i t y  o f  p r e j u d i c e  o r  e m o t i o n  a f f e c t i n g  t h e  e n d  
r e s u l t .  T r y i n g  t o  p u t  y o u r s e l f  i n  t h e  p l a c e  o f  t h e  p e r s o n  w h o  w i l l  r e c e i v e  y o u r  c o m m u n i c a t i o n  
w i l l  h e l p  y o u  t o  a s s e s s  t h e  a t t i t u d e  t h e y  m a y  h a v e  a n d  h o w  t h e y  m a y  r e s p o n d .  I t  w i l l  a l s o  
h e l p  y o u  t o  a n t i c i p a t e  a n y  p o t e n t i a l  d i f f i c u l t i e s . Y o u  w i l l  n e e d  t o  b e  h o n e s t  a b o u t  y o u r  o w n  
w e a k n e s s e s  a n d  s e e k  t o  m a n a g e  t h e m .  
T h e  r e c e i v e r  
T h e  t e a m  y o u  w o r k  w i t h  w i l l  h a v e  w i t h i n  i t  v e r y  d i f f e r e n t  p e r s o n a l i t i e s .  A s  i n d i v i d u a l s  t h e y  
w i l l  r e s p o n d  t o  c o m m u n i c a t i o n s  i n  d i f f e r e n t  w a y s .  S o m e  p e o p l e  a r e  p u t  o f f  b y  t a b l e s  a n d  
f i g u r e s ,  h o w e v e r  p e r s u a s i v e  t h e y  m a y  s e e m  t o  y o u .  O t h e r s  m a y  b a l k  a t  p a g e s  o f  ' i d e a s ' ,  
p r e f e r r i n g  a  m o r e  a n a l y t i c a l  a p p r o a c h  t o  p r o b l e m s  s u p p o r t e d  b y  d a t a  a n d  m e a s u r a b l e  
o u t c o m e s .  T h e  t o n e  y o u  u s e  i s  a s  i m p o r t a n t  a s  t h e  l e v e l  o f  i n f o r m a t i o n / i n s t r u c t i o n / r e q u e s t  
y o u  i n c l u d e .  T h e  p o i n t s  t o  c o n s i d e r  h e r e  a r e  w h a t  p o s i t i o n  t h e  p e r s o n  h o l d s  i n  t h e  s c h e m e  o f  
t h i n g s ;  h o w  t h e  p e r s o n  i s  l i k e l y  t o  r e a c t ;  t h e  l a n g u a g e  y o u  s h o u l d  u s e  t o  c o n v e y  t h e  s u b j e c t  
m a t t e r ,  a n d  a l l  o f  t h e s e  w i l l  b e  d e p e n d e n t  u p o n  w h e t h e r  o r  n o t  t h e  p e r s o n  i s  e x p e c t i n g  t h e  
c o m m u n i c a t i o n .  
P e o p l e  ' t y p e s '  
T h i n k e r s  	
-  l i k e  f a c t s  a n d  f i g u r e s ,  l o g i c a l ,  r a t i o n a l  a r g u m e n t s  a n d  o r d e r .  
I n t u i t o r s  
	
-  a r e  ' i d e a s  p e o p l e '  w h o  e n j o y  s o l v i n g  p r o b l e m s  i n  a n  i n n o v a t i v e  b u t  a r e  
i n t o l e r a n t  o f  d a t a .  
S e n s o r s  	
-  a r e  a l m o s t  a l w a y s  r e a d y  t o  p u t  p l a n s  i n t o  a c t i o n ,  t h e y  a r e  ' d o e r s ' .  
F e e l e r s  	
-  d e a l  i n  f e e l i n g s  a n d  e m o t i o n s ,  e t h i c s  a n d  v a l u e s ,  a  g o o d  b a l a n c e  f o r  a n  
o t h e r w i s e  t a s k  d r i v e n  p r o p o s i t i o n .  
T h e  c h o i c e  o f  m e t h o d  a n d  t o n e  r e s t s  w i t h  t h e  p e r s o n  i n i t i a t i n g  t h e  c o m m u n i c a t i o n .  T a k i n g  
t i m e  o u t  t o  u n d e r s t a n d  w h i c h  o f  t h e s e  b r o a d  ' t y p e s '  y o u r  c o l l e a g u e s  a n d  s t a f f  a r e  s h o u l d  h e l p  
y o u  f o r m u l a t e  a  s y m p a t h e t i c  a p p r o a c h .  G o o d  c o m m u n i c a t o r s  s p e n d  a  l o t  o f  t i m e  l o b b y i n g .  
T h e  m e t h o d  
T h e r e  a r e  m a n y  d i f f e r e n t  m e t h o d s  y o u  c a n  u s e  t o  c o n v e y  y o u r  m e s s a g e .  T y p i c a l l y  p e o p l e  u s e  
a  m i x  o f  m e t h o d s  t o  s e n d  t h e  m e s s a g e ,  r e i n f o r c e  i t  a s  n e c e s s a r y ,  a n d  p r o m p t  t h e  r e s p o n s e .  I n  
addition you may need to consider sending the message, for information only, to a wider 
group who may need to know the content but who will not be directly involved in the 
response. Your choice of method will depend on what you want to achieve; who you are 
sending to, and the nature of the message. 
For example, if you are presenting a new idea which may cause anxiety to a few staff 
members it is unlikely that you would send a brief memo and leave it at that. You are more 
likely to prepare a briefing paper or a short presentation and a summary report. You will 
probably lobby for support, seek their views on a one-to-one basis, and use memos to keep 
people up to date with developments if face-to-face meetings take up too much time. 
Alternatively a short memo would be adequate if a temporary change in arrangements for 
cover is the subject of the communication. 
Whilst written communications can be used in most cases don't use them as an excuse to 
avoid talking to people. You get instant feedback, both through verbal and non-verbal 
response. You can use your skills to generate enthusiasm and motivation to greater effect. 
The tone of any exchange can be tailored as the conversation progresses. Not least of all it is 
the fastest way to get things moving. 
Methods of communication 
Verbal 	 Letter 
Memo 
	
Briefing group 
Briefing document 	 Presentation 
Report 	 Training 
Body language 
Barriers to effective communication 
Think back to the last time you received a message which left you confused or indicated that 
you respond in a way that turned out to be wrong. It should highlight the need for clarity, 
accuracy and brevity. There are a number of reasons why communications break down or fail 
to be effective. Spending time on preparation can help you avoid the traps. 
The following is a summary: 
Muddled messages - You get these if you haven't identified what you want to say 
and why you want to say it. This is complicated further if you 
then express it badly. 
Misdirected message - If you target the message to the wrong person or through the 
wrong channels you won't get the right response - if you get 
one at all. 
Wrong 'language' - Using the wrong tone or approach can upset people and their 
response will be framed accordingly. 
Disinformation 	 - This ranges from deliberate ambiguity, plain lies (or even 
statistics !). 
Understanding 	 - People have different perceptions about most things. 
Assumptions 	 - Partly to do with assuming you will both understand the 
message in the same way, but also that the person 
P o o r  p r e s e n t a t i o n  
' I n t e r f e r e n c e '  
w i t h  w h o m  
y o u  a r e  c o m m u n i c a t i n g  h a s  t h e  s a m e  
i n f o r m a t i o n / k n o w l e d g e  o f  t h e  s u b j e c t  a s  y o u  d o .  
-  T h i s  c o u l d  b e  a s  a  r e s u l t  o f  t h e  w r o n g  c h o i c e  o f  m e t h o d ,  p o o r  
e x p r e s s i o n ,  m u d d l e d  t h i n k i n g ,  i n f o r m a t i o n  o v e r l o a d ,  b a d  
t i m i n g  e t c .  
-  T h i s  c o u l d  b e  a s  s i m p l e  a s  a  f a u l t y  t e l e p h o n e  c o n n e c t i o n  o r  a s  
c o m p l i c a t e d  a s  a  p e r s o n a l  p r o b l e m .  
B e f o r e  y o u  c o m m u n i c a t e  c h e c k  t h a t  y o u :  
•  A r e  c l e a r  a b o u t  y o u r  o b j e c t i v e  
•  
H a v e  c h e c k e d  y o u r  f a c t s / f i g u r e s  
•  
K n o w  w h a t  r e s p o n s e  y o u  w a n t  a n d  t h e  d e a d l i n e  
•  A r e  h a p p y  w i t h  y o u r  c h o i c e  o f  m e t h o d ( s )  
•  
K n o w  w h o  y o u  n e e d  t o  c o m m u n i c a t e  w i t h  
•  
H a v e  c o n s i d e r e d  w h a t  t h e  l i k e l y  a t t i t u d e  w i l l  b e  
•  
H a v e  g i v e n  t h e  r i g h t  a m o u n t  o f  i n f o r m a t i o n  
•  
H a v e  s t r u c t u r e d  t h e  i n f o r m a t i o n  f o r  c l a r i t y  
•  H a v e  c o n s i d e r e d  t h e  t i m i n g  a n d  t h e  t o n e  
•  
H a v e  a v o i d e d  j a r g o n ,  a m b i g u i t y ,  u n n e c e s s a r y  d e t a i l  
•  K n o w  h o w  y o u  w i l l  f o l l o w  u p  
C o m m u n i c a t i o n  N e t w o r k s  
E f f e c t i v e  l e a d e r s  a n d  m a n a g e r s  a r e  m i n d f u l  o f  t h e  p o w e r  o f  t h e  ' g r a p e v i n e ' ,  o r  i n f o r m a l  
n e t w o r k s ,  t h a t  g r o w  w i t h i n  e a c h  o r g a n i s a t i o n  o r  c o m p a n y .  I t  c a n  h e l p  o r  h i n d e r  t h e  
t r a n s m i s s i o n  o f  m e s s a g e s .  I f  y o u  h a v e  a c c e s s  t o  i t  y o u  c a n  t e s t  p o s s i b l e  r e a c t i o n s  t o  n e w  
i d e a s ,  g e t  i n f o r m a t i o n  f a s t e r  a n d  s q u a s h  h a r m f u l  g o s s i p  o r  r u m o u r .  Y o u  n e e d  o n l y  l o o k  
a r o u n d  y o u r  o w n  n e t w o r k  t o  g e t  a  f e e l  f o r  h o w  i t  w o r k s .  O u t s i d e r s  v e r y  o f t e n  m a k e  u s e  o f  
' u n o f f i c i a l '  n e t w o r k s  t o  c o l l e c t  i n f o r m a t i o n .  O n  a  f o r m a l  l e v e l  y o u r  s t a f f  m a y  o n l y  t e l l  y o u  
w h a t  y o u  w a n t  t o  h e a r .  I f  y o u  t a p  i n t o  t h e  ' g r a p e v i n e '  y o u  h a v e  m o r e  c h a n c e  o f  r e c e i v i n g  
c o m m u n i c a t i o n s  t h a t  m a y  o t h e r w i s e  p a s s  y o u  b y .  
E f f e c t i v e  s t a f f  m a n a g e m e n t  i s  u n d e r p i n n e d  b y  g o o d  c o m m u n i c a t i o n .  P r e p a r a t i o n  i s  t h e  k e y  t o  
a c c u r a t e ,  c l e a r  a n d  c o n c i s e  c o m m u n i c a t i o n .  T h e  c h o i c e  o f  a p p r o a c h  i s  t h e  r e s p o n s i b i l i t y  o f  
t h e  p e r s o n  w h o  i n i t i a t e s  t h e  c o m m u n i c a t i o n  a n d  w i l l  i n c l u d e  c o n s i d e r a t i o n  o f  t h e  o b j e c t i v e ,  
t h e  r e s p o n d e n t ,  t h e  a n t i c i p a t e d  r e s p o n s e  a n d  t h e  m e t h o d .  T a l k i n g  t o  p e o p l e  o f f e r s  s i g n i f i c a n t  
a d v a n t a g e s .  E v e r y  o r g a n i s a t i o n  h a s  a n  u n o f f i c i a l  n e t w o r k  t h a t  c a n  b e  a  r i c h  s o u r c e  o f  
i n f o r m a t i o n  o r  a  f o r m i d a b l e  o p p o n e n t .  
Recruiting a Manager for you Fundholding 
Practice 
You need to invest time in selecting the right person for your practice 
Successful recruiting 
Selecting the right people to work together is vital if you want a committed and motivated 
team. Selecting the right person to manage the team is a critical factor in achieving that goal. 
Usually recruitment fails because the needs of an organisation are not clearly identified and 
specified. Most people faced with employing additional staff rely on little more than 
common sense. However, a structured exercise will ensure a greater chance of a successful 
appointment. You are making an investment and your approach should be as rigorous as it 
would be if you were investing in bricks and mortar. 
Steps in the recruitment exercise 
* Prepare job description and person specification. 
* Determine source(s) of applicants and method of response. 
* Organise internal response mechanism. 
* Organise selection process and procedure. 
You need to know four things. What does the job entail? What sort of person could, and 
would, do this job? Where would you find them? How will you choose the right one? 
The job description and person specification 
The job description should list the work that will actually be done. It should reflect the 
relative importance of the manager's contribution to the practice goals. It sets a standard 
against which both you and the manager can assess performance. It should be as specific as 
possible. For a management position it is important to be clear about responsibilities and 
levels of authority, the resources available and reporting and communication procedures. 
Main headings of a job description 
* Job title 
* Salary and grade, if appropriate 
* Office location 
* Name of supervisor 
* Number of staff for whom the post is responsible, their grades and job titles. 
* Principal duties, tasks and responsibilities 
* Specific responsibilities for staff, patients, money, facilities, confidential information etc. 
* Working conditions e.g. hours of work, holiday etc. 
* Limiting conditions 
* Potential development of the job e.g. training, promotion, practice growth etc. 
T h e  p e r s o n  s p e c i f i c a t i o n  i s  t h e  ' p i c t u r e '  t h a t  g o e s  w i t h  t h e  j o b  d e s c r i p t i o n .  W h a t  e s s e n t i a l  
k n o w l e d g e ,  s k i l l s  a n d  a t t i t u d e s  w o u l d  e a c h  c a n d i d a t e  n e e d  t o  d o  t h e  j o b  t o  y o u r  s a t i s f a c t i o n ?  
W h a t  s o r t  o f  p e r s o n  w o u l d  ' f i t '  w i t h  t h e  s t a f f ?  T h i s  o u t l i n e  r e p r e s e n t s  y o u r  m a i n  s e l e c t i o n  
c r i t e r i a .  O n c e  y o u  h a v e  d e t e r m i n e d  t h e  e s s e n t i a l s ,  l i s t  t h e  o t h e r  a t t r i b u t e s  y o u  w o u l d  l i k e  
t h e m  t o  h a v e .  T h e y  c o m e  a s  a  ' b o n u s '  a n d  a r e  s e c o n d a r y  t o  t h e  m a i n  s e l e c t i o n  c r i t e r i a .  
M a i n  h e a d i n g s  f o r  a  p e r s o n  s p e c i f i c a t i o n  
*  A g e  r a n g e  
*  P h y s i c a l  q u a l i t i e s ,  b o t h  e s s e n t i a l  a n d  d e s i r a b l e  
*  Q
u a l i f i c a t i o n s  
*  P r e v i o u s  e x p e r i e n c e  
*  G e n e r a l  i n t e l l i g e n c e  e . g .  g o o d  m e m o r y ,  d e c i s i v e ,  q u i c k  r e s p o n s e  e t c .  
*  I n t e r e s t s  
*  A t t i t u d e  e g  r e l i a b i l i t y ,  s e l f - s t a r t e r  e t c .  
*  P e r s o n a l  c i r c u m s t a n c e s  e g  d o m e s t i c  a r r a n g e m e n t s  
E n s u r e  t h e s e  d o c u m e n t s  a r e  u n a m b i g u o u s  a n d  t h a t  y o u  a l l  a g r e e  t h e m .  Y o u  m a y  f i n d  t h a t  
e a c h  o f  y o u r  p a r t n e r s  i s  e x p e c t i n g  t o  a p p o i n t  a  c o m p l e t e l y  d i f f e r e n t  t y p e  o f  p e r s o n  t o  d o  a  
c o m p l e t e l y  d i f f e r e n t  j o b .  
S o u r c e s  f o r  a p p l i c a n t s  a n d  m e t h o d s  o f  r e s p o n s e  
N e x t  c o n s i d e r  t h e  c o s t  a n d  t i m e s c a l e  o f  t h e  e x e r c i s e  a n d  t h e  i m p l i c a t i o n s  o f  t h e  s k i l l  
r e q u i r e m e n t s  y o u  h a v e  s p e c i f i e d  i n  t h e  c o n t e x t  o f  t h e  p o t e n t i a l  m a r k e t .  T h e s e  a r e  a f f e c t e d  b y  
t h e  i m p o r t a n c e  o f  t h e  p o s t ,  t h e  u r g e n c y  o f  a p p o i n t i n g  t o  t h e  p o s t ,  a n d  t h e  m o n e y  y o u  a r e  
w i l l i n g  t o  i n v e s t  i n  f i n d i n g  t h e  r i g h t  p e r s o n .  T h i s  w i l l  h e l p  y o u  d e c i d e  w h e r e  y o u  s h o u l d  l o o k  
f o r  a p p l i c a n t s .  I s  t h e  p e r s o n  y o u  a r e  l o o k i n g  f o r  l i k e l y  t o  b e  a  p a r t  o f  y o u r  n e t w o r k  o r  d o  y o u  
n e e d  t o  c a s t  a  w i d e r  n e t ?  N e v e r  m a k e  a  l e s s  c o n s i d e r e d  d e c i s i o n  b e c a u s e  o f  t i m e  p r e s s u r e .  
N e v e r  l i m i t  y o u r  c h o i c e s  b y  s k i m p i n g  o n  t h e  b u d g e t .  C o n s i d e r  e m p l o y i n g  a  t e m p  o r  a  
c o n s u l t a n t  w h i l e  y o u  c o m p l e t e  y o u r  p l a n n i n g  a n d  p r e p a r a t i o n .  
D e c i d e  h o w  p e o p l e  s h o u l d  a p p l y  ( e . g . a p p l i c a t i o n  f o r m ,  C . V . ) ,  w h o  t h e i r  c o n t a c t  w i l l  b e  i n  
t h e  p r a c t i c e  a n d  a  c l o s i n g  d a t e .  A n  e f f i c i e n t ,  p l e a s a n t  r e s p o n s e  i s  g o o d  f o r  y o u r  i m a g e  a n d  
w i l l  i m p r e s s .  
S o u r c e s  o f  r e c r u i t s  
*  W o r d  o f  m o u t h  
*  P r a c t i c e  M a n a g e r  A s s o c i a t i o n s  
*  P r e v i o u s  a p p l i c a n t s  
*  F H S A / R e g i o n a l  H e a l t h  A u t h o r i t y  
*  E m p l o y m e n t  a g e n c i e s  
*  R e g i s t e r s  ( J o b c e n t r e s  e t c . )  
*  E x t e r n a l  A d v e r t i s i n g  ( m e d i c a l ,  l o c a l  p r e s s ,  p r o f e s s i o n a l  m a g a z i n e s  e t c . )  
Selection process 
Next consider who will participate in the selection process, how the decision will be made 
(e.g. consensus, majority vote), and what additional evidence, you require of competence and 
capability e.g.track record, references, samples of work, psychometric tests. 
The interviewing process may involve meeting other members of staff but the interview itself 
is critical. As a doctor you are well-placed to utilise your diagnostic skills. Remember that 
interviews involve two-way communication. Your interviewee needs to find out about you 
and the practice just as much as you need to find out about them. Your aim is to decide on 
the right person for the job using a set of standard criteria and applying them to each 
candidate in a fair and reasonable way. 
Your choice should be the person who could and would do the job, and not the one you liked 
best. Everyone takes prejudices into an interview. If you reject an otherwise suitable 
candidate because there was 'something not quite right' about them, think again. What exactly 
was it? Are you being fair, and reasonable? Keep records for three months. That is the period 
within which your decision can be challenged by an unsuccessful candidate. In addition, they 
could be a useful source of future recruits. 
Recruitment should be a considered investment. It needs structured planning and 
organisation. By being thorough at each stage you will increase your chances of successfully 
recruiting the right person. Remember that general practice is essentially a 'people business'. 

Benefits of teams 
For Individuals  
Improved job satisfaction 
Improved motivation 
Personal development 
Improved problem-solving 
Improved relationship with group 
Improved relations with management 
Job security 
Improved communication skills 
Acceptance of change 
For the practice 
Better quality of service 
Improved staff motivation 
Fewer mistakes 
Reduced costs 
Greater patient service awareness 
Reduced staff turnover 
Effective team work 
Reduced absenteeism 
Positive attitude towards change 
Team Building - All for one and one for all 
An effective practice team is the key to the quality of patient care 
It is inevitable that the General Practice of tomorrow will be a very different animal from 
that of today. Current contractual arrangements put an emphasis on 'the practice' rather than 
the individual doctor. It is the practice team that will achieve targets, produce reports and 
establish medical audit. It is the team's performance that will be assessed against other 
practices and considered against FHSA and RHA guidelines for care. In particular, it is the 
practice that takes up fundholding - not the individual doctor. 
The Benefits of Teams 
Adopting a positive outlook and encouraging new ways of working will result in everyone 
benefiting from the changes, not least the patients. How you go about doing this will depend 
on your mangement style. To build an effective team you will need to deal with people with 
sensitivity and understanding. Your style will emphasise consultation and participation. You 
will also need to know what motivates each person individually. 
Team building 
Managing a team is like listening to an orchestra. Sometimes you need to concentrate on the 
sound created by all of the instruments working in harmony; at other times you are aware of 
the qualities of tone of the different groups of instruments in counterpoint, and often you are 
called upon to appreciate the excellence of a solo artist's contribution to the overall 
performance. The overall task, the group process and function and each individual's 
c o n t r i b u t i o n ,  a l l  h a v e  t o  b e  c o n s i d e r e d  i n  t e a m  w o r k .  W h e t h e r  y o u  h a v e  i n h e r i t e d  a  t e a m  o r  
a r e  c o n s i d e r i n g  p u t t i n g  a  t e a m  t o g e t h e r  t o  u n d e r t a k e  a  s p e c i f i c  p r o j e c t  t h e  p r o c e s s  o f  t e a m  
b u i l d i n g  i s  c o n t i n u o u s .  
F i v e  k e y  p r o c e s s e s  i n  t e a m  b u i l d i n g :  
1 .  M a n a g i n g  t h e  w o r k  t o  g e t  t h e  j o b  d o n e .  
2 .  
M a n a g i n g  t h e  p e o p l e  t o  e n c o u r a g e  t h e m  t o  m a x i m i s e  t h e i r  c o n t r i b u t i o n .  
3 .  
M a n a g i n g  c o n f l i c t  w h i c h  c o u l d  a f f e c t  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  t e a m .  
4 .  
M a n a g i n g  y o u r  o w n  s t y l e  t o  a d a p t  t o  c h a n g i n g  c i r c u m s t a n c e s .  
5 .  
M a n a g i n g  c o n t r i b u t i o n s  s o  t h a t  e a c h  d i f f e r e n t  c o n t r i b u t i o n  c a n  b e  u s e d  t o  b e s t  
e f f e c t  w i t h i n  t h e  t e a m ' s  o v e r a l l  t a s k .  
T e a m s  a r e  n o t  d e v e l o p e d  b y  p i c k i n g  a  t a s k  a n d  a s s e m b l i n g  a  r a n d o m l y  s e l e c t e d  g r o u p  o f  
p e o p l e  t o  t a k e  i t  o n .  T h e  m e m b e r s h i p  o f  t h e  t e a m ,  t h e i r  m o t i v a t i o n s  a n d  r e l a t i o n s h i p s ,  a r e  t h e  
k e y  t o  f o r m i n g  a n d  d e v e l o p i n g  a  s u c c e s s f u l  t e a m .  W h i l s t  t h e r e  a r e  s o m e  t a s k s  t h a t  i n d i v i d u a l s  
c a n n o t  d o  a l o n e  t h e r e  a r e  o t h e r s  w h i c h  a r e  m o r e  e f f e c t i v e l y  h a n d l e d  b y  o n e  p e r s o n .  I n  
a d d i t i o n  a  t e a m  w i l l  o n l y  b e  a b l e  t o  p e r f o r m  w e l l  i n  a n  e n v i r o n m e n t  t h a t  n u r t u r e s  a n d  
s u p p o r t s  i t s  e x i s t e n c e ,  h o w e v e r  t e m p o r a r y .  N o  o n e  l i k e s  t o  f e e l  t h a t  t h e y  a r e  s p e n d i n g  t i m e  
o n  w o r k  w h i c h  i s  m e a n i n g l e s s  o r  u n d e r v a l u e d  i n  s o m e  w a y .  
T h e s e  f a c t o r s ;  t h e  p e o p l e ;  t h e  t a s k ,  t h e  e n v i r o n m e n t ,  a l l  a f f e c t  w h o  p a r t i c i p a t e s  i n  t h e  g r o u p ;  
t h e  s t r e n g t h  a n d  s u b s t a n c e  o f  t h e  g r o u p ' s  m o t i v a t i o n ;  t h e  l e a d e r s h i p  s t y l e  r e q u i r e d  t o  c h a n n e l  
t h e  e f f o r t  a n d  d i r e c t  t h e  a c t i v i t y ,  a n d  t h e  w a y  t h e  w o r k  i s  o r g a n i s e d ,  a s s e s s e d  a n d  m o n i t o r e d .  
U l t i m a t e l y ,  s u c c e s s  w i l l  d e p e n d  o n  y o u r  a t t i t u d e  a n d  c o m m i t m e n t  t o  d e v e l o p i n g  t h e  t e a m s .  
Y o u  m u s t :  
•  
H a v e  c o m m o n  i n t e r e s t s  w i t h  y o u r  e m p l o y e e s .  
•  
E n s u r e  y o u r  s t a f f  h a v e  a  r e s p o n s i b i l i t y  f o r  p l a n n i n g  a n d  p r o b l e m  s o l v i n g .  
•  
T r u s t  y o u r  s t a f f  t o  p a r t i c i p a t e  i n  d e c i s i o n  m a k i n g  o n  i s s u e s  w h i c h  a f f e c t  t h e m .  
Factors affecting team performance 
c2 
Number of people 
Characteristics, skills, qualities 
Personal objectives and motivations 
Stages of Development 
Task 
Type of project/work 
Criteria for success 
The importance of the task 
How the work is defined 
Environment 
Working methods 
Expectations of outcome/performance/importance 
Status of team within practice 
Office environment (accommodation, proximity of team 
memebers etc.) 
Team leader (authority, power and influence of leader within 
practice) 
The Team 
To function as a team the people involved need to be able to agree or share common aims, 
establish a working language and be able to sort out their relationships under the normal 
circumstances of work pressures including time, conflict, stress and personality clashes. Each 
team is different because it is made up of different individuals. Any collection of individuals 
will find it hard to gel as a team if the personalities involved cannot relate to each other, or, 
more importantly, trust each other and believe that each person has a relevant contribution to 
make. 
It could be argued that the manager's most important task is to choose the right people to 
work together. Whilst the main objective is to get the job done the selection is based on the 
basic criteria of 'the best person for the job'. In this case it requires choosing individuals who 
have the best mix of skills and qualities to do the work. The selection is often a balancing act, 
compensating strengths and weaknesses, making sensitive decisions about working 
relationships and matching individuals' skills to the work scheduled in the right proportion 
Looking at the skills and qualities of a 'good' team you will see that few people, if any, could 
have a personality or experience profile that enables them to cover the entire reportoire. It is 
more likely that some of your staff would be able to cover a number of the points quite 
adequately. Most people have a set of dominant characteristics that determines what sort of 
qualities they may have. 
Depending on the type of task involved, the timescale and resources available, all of the 
points on the checklist might be covered by very few people. It is also likely that the person 
who selects and manages the team is not necessarily the person who leads them. 
S k i l l s  a n d  q u a l i t i e s  o f  a  g o o d  t e a m  
A  t e a m  n e e d s  p e o p l e  w h o :  
A r e  c r e a t i v e  A N D  p r a c t i c a l  
A n a l y s e  p r o b l e m s  e f f e c t i v e l y  
G e t  t h e  w o r k  f i n i s h e d  
C o m m u n i c a t e  w e l l  w i t h  a l l  l e v e l s  o f  s t a f f  
•  
E v a l u a t e  r e s u l t s  s y s t e m a t i c a l l y  
•  
H a v e  t h e  r i g h t  t e c h n i c a l  ' k n o w - h o w '  
C a n  o r g a n i s e  a n d  c o n t r o l  t h e  w o r k  f l o w  
•  
A r e  s e n s i t i v e  t o  p e o p l e ' s  n e e d s  
•  C a n  l e a d  t h e  g r o u p  
•  
C o o r d i n a t e  a n d  m o n i t o r  t h e  t e a m ' s  e f f o r t s  
L i k e  p e o p l e ,  t e a m s  d e v e l o p  a n d  c h a n g e  a l l  t h e  t i m e  m a i n l y  b e c a u s e  t h e  f a c t o r s  t h a t  a f f e c t  
t h e i r  s m o o t h - r u n n i n g  a r e  a l s o  c h a n g i n g  c o n s t a n t l y .  I n  g e n e r a l  t e a m s  a r e  m o r e  r e s i l i e n t  t h a n  
i n d i v i d u a l s  a n d  i f  m a n a g e d  w e l l  c a n  a c c e p t ,  e v a l u a t e  a n d  s h a p e  c h a n g e  t o  t h e i r  o w n  
a d v a n t a g e .  
Y o u  n e e d  a n  e f f e c t i v e  a n d  c o h e r e n t  p r a c t i c e  t e a m  t o  d e l i v e r  t h e  q u a l i t y  o f  p a t i e n t  c a r e  a n d  
p a t i e n t  s e r v i c e  t h a t  w i l l  b e  e x p e c t e d  o f  g e n e r a l  p r a c t i c e  i n  t h e  c o r n i n g  y e a r s .  Y o u  n e e d  t o  
i n v e s t  t i m e  a n d  e f f o r t  t o  d e v e l o p  t h a t  t e a m .  A n d  y o u  n e e d  t o  i n v e s t  i t  n o w .  
Making the most of your Staff 
You need to motivate your staff to get the most out of them 
Taking the time and trouble to recruit and appoint the best staff available is only part of the 
challenge of practice management. To get the most from your investment you need to 
manage your staff effectively. That means encouraging each member of staff to perform to 
their maximum capability and to the highest possible standard. To do that you will need to 
know what motivates them. 
Understanding Motivation 
Why do people work? Having the answer to this question is the key to getting the most out of 
your staff. People work to fulfil needs. These could be related simply to surviving - needing 
additional money to get by. However, they could be related to social needs, for example 
keeping in touch with people and avoiding loneliness. Equally, the needs could relate to 
personal gain, for example achieving a personal standard or ambition. More often it is a mix 
of these motivations. This mix can change over their period of employment. 
Why do people work? 
• money 
• keeping in touch 
• status 
• achievement 
• recognition 
• promotion 
• interest 
• responsibility 
These needs are fulfilled by the work people choose to do and the rewards they hope to 
receive. Ideally each job a person undertakes should be tailored to meet their specific needs, 
however that is hardly practicable. Given the obvious limitations, there are a number of 
things that the "ideal job" should attempt to offer and you can incorporate into a job 
description. 
C h a r a c t e r i s t i c s  o f  t h e  " i d e a l  j o b "  
•  
u s e s  a n  i n d i v i d u a l ' s  s k i l l s ,  k n o w l e d g e  a n d  e x p e r i e n c e  
•  
o f f e r s  o p p o r t u n i t i e s  f o r  p e r s o n a l  a n d  j o b  d e v e l o p m e n t  
•  
e n a b l e s  s o c i a l  i n t e r a c t i o n  w i t h  o t h e r  s t a f f  
•  
e n a b l e s  a n  i n d i v i d u a l  t o  m a k e  a  c o n t r i b u t i o n  t o  t h e  p r a c t i c e  
•  p r o v i d e s  a  c h a l l e n g e  
•  
o f f e r s  a  v a r i e t y  o f  t a s k s  
•  
a l l o w s  a n  i n d i v i d u a l  t o  s e e  j o b  a s  w o r t h w h i l e  a n d  i m p o r t a n t  
•  
s e t s  c l e a r  g o a l s ,  o b j e c t i v e s  a n d  p e r f o r m a n c e  c r i t e r i a  
•  
o f f e r s  a p p r o p r i a t e  r e w a r d  f o r  e f f o r t  
E f f o r t ,  I n c e n t i v e  a n d  R e w a r d  
I n c e n t i v e s  a n d  r e w a r d s  c a n  b e  u s e d  t o  i n c r e a s e  t h e  a m o u n t  o f  e f f o r t  p e o p l e  p u t  i n t o  t h e i r  j o b .  
A n  i n c e n t i v e  s h o u l d  e n c o u r a g e  s t a f f  t o  i m p r o v e  t h e i r  p e r f o r m a n c e .  I t  i s  a  m i l e s t o n e  o n  t h e  
j o u r n e y  t o w a r d  t h e  r e w a r d  o f f e r e d  f o r  t h e i r  i m p r o v e d  p e r f o r m a n c e .  T h e  r e w a r d  i s  g i v e n  i n  
r e t u r n  f o r  a c h i e v i n g  t h e  f i n a l  g o a l  o f  i m p r o v e d  p e r f o r m a n c e .  M o s t  p e o p l e  n a t u r a l l y  d e r i v e  
s o m e  " i n t r i n s i c "  r e w a r d  o r  i n t e r n a l  s a t i s f a c t i o n  f r o m  d o i n g  t h e i r  j o b s  w e l l .  H o w e v e r ,  
" e x t r i n s i c "  r e w a r d s ,  o f f e r e d  b y  t h e  p r a c t i c e ,  c a n  w o r k  w o n d e r s .  
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I N C E N T I V E  
  
I n c e n t i v e s  h a v e  t o  b e  i n  a  f o r m  t h a t  t h e  i n d i v i d u a l  v a l u e s  a n d  r e l a t e s  d i r e c t l y  t o  w h a t  
m o t i v a t e s  t h e m .  
" Y o u  h a n d l e d  t h a t  p a t i e n t  v e r y  w e l l .  T h a n k  y o u  f o r  s a v i n g  a  d i f f i c u l t  s i t u a t i o n "  
( i n d i v i d u a l  r e c o g n i t i o n )  
" I f  y o u  c a n  j u s t  f i n i s h  t h i s  s e c t i o n  o f  t h e  r e p o r t  t o d a y ,  y o u  c a n  c o m e  i n  l a t e  
t o m o r r o w "  	
( f l e x i b l e  w o r k i n g  c o n d i t i o n s )  
" I f  w e  r e a c h  6 0 %  o f  o u r  t a r g e t s  b y  m i d - y e a r ,  w e  c a n  u p g r a d e  t h e  e q u i p m e n t "  
( s o c i a l )  
"If you will accept responsibility for computerising the practice records, we will pay 
for the management course you want to study" 	 (individual achievement) 
"If you can get all the records computerised within the year you will deserve 
promotion" 	 (recognition, promotion) 
Incentives should be seen as carrots to encourage improved performance. To be most 
effective, rewards you should should be given immediately an objective is achieved. That 
objective should lead to recognisable benefits for both the the individual and the practice. 
What is more, the objectives must be realistic and achievable. There is nothing more 
demotivating or damaging than offering a much valued reward for a little valued task or 
tempting a person to attempt the impossible. 
Rules for Incentives and Rewards 
• Staff must be capable of achieving improvement 
• Expectations must be clearly stated 
• Objectives must be clearly defined 
• Objectives must be measurable 
• Resources to do the job must be available 
• Timescales must be realistic 
• Relevant information must be available 
Managing Performance 
Once you have an understanding of what motivates your staff you can organise your policies 
and practices around the main factors that contribute to improved staff performance: 
objective setting, training, appraisal and feedback mechanisms and practice resources. Your 
broad objective should be to try to make work interesting, challenging and demanding by: 
1. Communicating your expectations of your staff to them individually and as a team. 
2. Regularly reviewing and updating practice job descriptions. 
3. Setting appropriate performance standards. 
4. Regularly reviewing staff progress. 
5. Paying the "going rate" for a job. 
6 	 Showing an interest in the work of your staff and their personal lives. 
7. Setting an example. 
8. Identifying and dealing with problems quickly. 
E f f e c t i v e  a p p r a i s a l  o f  s t a f f  a n d  f e e d b a c k  t o  t h e m  i s  e s s e n t i a l  t o  p u l l  t h e s e  e l e m e n t s  t o g e t h e r .  
I n e v i t a b l y  a  l a r g e  p r o p o r t i o n  o f  y o u r  d a i l y  r o u t i n e  i s  s p e n t  h e l p i n g  y o u r  t e a m  w o r k  b e t t e r  
t o g e t h e r  a n d  w i t h  y o u .  A n  i n v o l v e d  a n d  c o m m i t t e d  t u n a  w i l l  t a k e  r e s p o n s i b i l i t y  f o r  t h e i r  
o w n  p e r f o r m a n c e  a n d  d e v e l o p m e n t .  R e g u l a r  j o i n t  p r o g r e s s  r e v i e w s  a n d  o p e n  d i s c u s s i o n  
a b o u t  p e r f o r m a n c e  c r i t e r i a  a n d  d e v e l o p m e n t  n e e d s  w i l l  e n c o u r a g e  t h i s  p r o c e s s .  
A i m s  o f  a n  A p p r a i s a l  S y s t e m  
•  
T o  i m p r o v e  c u r r e n t  p e r f o r m a n c e  
•  
T o  s e t  n e w  p e r f o r m a n c e  c r i t e r i a  a n d  l e v e l s  
•  
T o  a s s e s s  t r a i n i n g  a n d  d e v e l o p m e n t  n e e d s  
•  
T o  a s s e s s  f u t u r e  p o t e n t i a l  a n d  p r o m o t i o n  p r o s p e c t  
A  g o o d  a p p r a i s a l  s y s t e m  f o c u s e s  o n  a s s e s s i n g  a n d  i m p r o v i n g  
c u r r e n t  p e r f o r m a n c e .  I t  w i l l  
i d e n t i f y  t h e  s t r e n g t h s  a n d  w e a k n e s s e s  o f  i n d i v i d u a l s  a n d  l a y  p l a n s  t o  e x p l o i t  t h e  f o r m e r  a n d  
i m p r o v e  t h e  l a t e r  b y  r e s e t t i n g  o b j e c t i v e s  a n d  d e v e l o p i n g  i n d i v i d u a l  t r a i n i n g  p l a n s  b a s e d  o n  
a g r e e d  n e e d s .  E v e r y o n e  l i k e s  t o  f e e l  o t h e r s  a r e  t a k i n g  a n  i n t e r e s t  i n  t h e m . Y o u  c o l l e c t  
i n f o r m a t i o n  a b o u t  s t a f f  s u b c o n s c i o u s l y  a l l  t h e  t i m e .  W h a t  i s  n e e d e d  i s  s o m e  f o r m a l i s a t i o n  o f  
t h e  p r o c e s s ,  c o m m u n i c a t i o n  o f  y o u r  v i e w s  w i t h  s t a f f  a n d  a  c o m m i t m e n t  t o  h e l p  t h e m  
i m p r o v e  t h e i r  p e r f o r m a n c e .  
Y o u r  s t a f f  r e p r e s e n t  a n  i n v e s t m e n t  i n  t i m e ,  m o n e y  a n d  t r u s t .  B y  w o r k i n g  t o  u n d e r s t a n d  t h e i r  
m o t i v a t i o n s  a n d  c o m m i t t i n g  t o  e v o l v e  p o l i c i e s  w h i c h  a r e  s y m p a t h e t i c  t o  b o t h  t h e  n e e d s  o f  t h e  
p r a c t i c e  a n d  y o u r  s t a f f ,  y o u  w i l l  i m p r o v e  y o u r  c h a n c e s  o f  m a k i n g  t h e  m o s t  o f  t h a t  
i n v e s t m e n t .  
